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The recent 

conriderable que.tlon. ns to r>m f management training with 

U Incumbent upon «• to work out < ^'^JUmnded variou. lev..; 

.pacific course*. Internal or for bweh chief., on. for divirion 

far example, one for section chiefs, basic supervisors 

chiefs, etc. Further. \ ™ enter into a supervisory position, 

course for all individual* ^.^requirement that this be for new 

• — 

2. could you pr.p«. forme* °™' 

lug with indication, a. to how thl« ‘ ^ J,, [or you, 1 would b. happy to 
If this poses manpower ■»* "JT*, * ^ in d. Before you commence the 
discuss them with a rem ®° n ^ w e should discuss the matter, 
preparation of any report, perhaps we 

(«igned) Lyman B. Kirkpatrick 
Lyman B. Kirkpatrick 
Executive Director 
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HO.MM.eW FMt l»cutw. B t raetor-Coaptrol Ur 

OHUWBN I Baputy Blractor tor Support 

SUB4ICT t A Program for Tr.lnl"9 


I . Parafraph 13 ^or*"-^- 

fitted In response to the action 

, tK . m ,j n objective of nanajwwt training 

* ir» siii. »«^*s.“ y r. c riM:%o o .^r^t 

OT.rtrc't'sr^s.t; — **«- “ m p * r,l,t - 

(sea Attacheent l) 

3 A study of all the kinds of concepts and teaching 

practiced* has lid us to the ^^fi^ a lrl^ offer the best prospects 
Tthod. «MM in the *"•<*"£ process (sea Attach- 

£ t *,r* «L AE ' r “” d - • * T,t *" 

a. W. tharafore f«. ffiS* OT f 

menaqenent training should be the admlnis Uon * v ,1 u atlon of 

the*conduct Y and appraisal of a P*^J supeJ^lsery jobs- Tha objectives 

n e ,t^'1y*r E!?E n 2.TSK appw'*** *« 

kind of organisation. 


5 A single pilot project cou 1 d be * C ^J P 1 ^*the V reSOrrcr — 
the present Henegement Tralnlng fac^^ * * j^ lf .ft.r Its beginning. 

. project would not be known for a year ano H(f) 

\a/I * 
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and even then wight h * v *. 1 f ort Hould call for^r 

A boUT and to “V* foreign division of W/P.plu*°n« 

pilot P f °i* C i‘ *V^ d JT ^ gJ/5. «nd tha »/*«*),, even though this 
^1d fr ^r. and a substantial - of wonay. 

6. Tha second element In our Sj£* J?. ^tt va"of* bring! ng to senior 
Hanagement Seminars Mch yaar wUh tM b#Mvlor . Althou gh tha 

officers a deeper understanding of "dm g* g r td” with Hr. | 

Seminars ara currently j udad fro* future 

other subject matter Is not . These tamlnars should be 
If worthwhile programs < *V*j5tl«te! It Is doubtful that more than 

;rS;.!r.T^ % * •* rt - ,h * niBb * r c 

Increased If need arises. Coursa»‘ 

, * rt part of th. pro,™. ^"J^ghW. 

for 8$*5 through 11-10 «"* • '""SSto'Jt wbtfnti.Hy similar to those 
these courses being ^^ll'J^j^tlve would be to 1 

***'« * £ Hoht att 1 todo* toward work than tak. 

• y T- r f f^.t ti«. 

l-* # mI ah titffld 1 COilf S®l 

8. Tho fourth port of »d go..m«nt or£nl- 

off.rod by unl.or.ttto., »*"*s d~on.tr.t~ n..it of' 1 " 11 

SSTs-lJWl!- iS^Sl- bayond -t « - provtd.. 

,« .. w— - - zstsx rr»2MS- 

training by -fM' 11 ” £”ori?w!»'“ ba.U courM. 

Bawlop-~t Court., *nd „ . on. cn-p.r~, 

,0. Th. .bov. d.«rlb~l 'SZSVSwEI *g~=r or *• 
for ~-ept.< with ‘ l '** 0 * ^ t '^*y i .tapping up 22„ ot 

k.vmu. *.r.le.- “ i!,! XI Iddltlon of th. .Hot Pro, ™.- It c«not 

Maqumt training, with th. •«_ |n (h< who h.« h~ no 

cooe with the total number of ****** Hafirs to be Trained), but 

^=fS. s eS2S r5ar “ , “'“ — 

th. Ulot frogr- h« bo~ ««•» 

It. In »«w*ry. our ■* n * 9 *f'J* h , ”i"i"j!^”budgoMd for ~d which 

A “ 

V on funds). 
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•. fop .feaiflitt (fit-15 «** •J^J*f** r * 

conducted by outside consultants, for a maximum of | — I person*, 

b. twilvf one-week courses per yeer apportioned •• required 
between deelc Supervision (8S 5-10) end ftttSflMfifil 

conducted by GT* for a max Imum of 400 people; one or the other 
to be mandatory for ell persons entering supervisory positions 
for the flftt tie*. 

c. fftsemnl tret ulna In specialised aspects of manegenent 
where need cen be dsmonst rated . 

If. The fourth element of our plan, end the most slgnif leant for 
Increasing managerial effectiveness, consists of training one or more 
offices In Aliases I end II of tho hunger t a! «rld program. 

a tint notion! a slnelo pilot project, es outlined In 
Attachment II I .This could bo handled by thepre.ont Mnagemjjnt 
Training faculty of out In addition to Its other programs. Tho 

money (about H* \ hes not been budgeted end would have to bo 

provided from some appropriate source. 

b. WaWL9HLUB' ,mr plIM PfojKt* <0» fr<* 

Md. ^.rrc-«.) • To hoWI. thl., «» « 

ellocationof four positions In order to provide the Management 
Training Faculty with two •ddltlonelsenlor ^•^tors.en 
administrator end e clerk -typist. the co st of this option Is ^ 
estimated to fell bot»ean | 


25X1 




is. nifinmffiitiTtinr that y°° 

e. approve the training plan outlined In paragraph U; 

b. opprovo In pflnclpl. tho propoal for foor pilot yy«w 
(booond option) , oubjoct to o wlotloo of tho itoffln, on, pimikioi 

problems. 


MATThlW tAtfifi 
gi rector of Training 


Attachments: As Stated Above 


Approved For Release 2002/08/21 : CIA-RDP80B01676R000200040028-8 



Approved For Rg^se 2002/08/21 : CIA-RDP80B01676F^p)200040028-8 




CONCURRENCE: 


j3/ t L. K. Whita 


M4 


Deputy Director for Support 


Date 


The recemmendetlen contained In paragraph 13 t* approval. 


Lyman B. KLL 


1 0 NOV 1964 


Executive • I reeter-Co«ptroHer &«* 


DISTRIBUTION: 

Original * fit {*/ beete) y/ 

1 - Executive Reg!* try (w/bealc) ^ 

2 - Deputy Director for Support (w/baslcj 

3 - Office of Training (w/batlc) 
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attachment t 

AftfHCY MAAAtEKEHT PROBLBW 

(A f Hr" 8v stuAmii) — 


Curing th. for.o. »». *• I-W«t 

'* * ful Ineffective." The objective *•» to loom If the 

ZLXrn - rltis* “ 2-5SSSL* prob.«» *» araW to «*» •*— «• 

tovorthoto M, . ISSTITSS* »«• *• •“*«** « 

«*rel*a evoked wch interest wriou. wwpi gitueted 

rU levels. I« fwtrtlt they tended to see tne proe.e*.* 

above their own level. 

n- -rt « - «*, m>j~ £V2SS sr*~;<« ST 

tha tom answer* In generel categories. The numers « 

t«ee» «ade responses fitting Into eeeh category. 

II. In enewer to the «***tlon UtJ onsh I to° thl°*f fe5w»- 

these student response* m *y ®*" Y . ^ nyggnnt areas of weaknass. 

rj s arsrc ssi'a »» » - - 

actual ceaet. 

8™ l “W" l>1 "f 'y l M.lnlng 

trainee** bo*» l» • critical factor;, nnahle to set an example. 

*• Instructor.: "I -IK «r boo. —M «•» 

this course.** 

on cour... ob.lou.ly connot pro,.* «-»“-» ZStf'SZ-* 
Agency problem* In the ***** of ° |, approach Is that It 

Sr.s.’s ™. ».:x. th «o ssss %,r. 

an Individual *s capacity to solve. 
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HI. Chert of team responses according to I aval : 



a. career service; 
car aar development 

b. personnel policies 
and procedures 
(assignment* fitness 
reports, promotion. 




a. bureaucratic tit* 
(over- compartmented ; 
warfare between units; 
Inflexibility; resist 
change, etc. 

b. forma! organisation 
and procedures 
(overlapping; planning; 


i . *«*< i. »r' Hid Hi !.<*!! 


reluctance to delegate 
face conflict* make 
decisions; leadership; 
power struggles; leek 
of management skills. 
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ATTACHMENT H 


1. The 'Vtanegeriai Grid*' approach to manag em en t training is favored 
by the Management Training faculty of OTA for the following reasons : 

a. It alms at Improving tha effectiveness of an entire organi- 
sation, rather than selected individuals} 

b. It Incorporates the best of recent research on management 
practices and effective teaching methods; 

c. It gats tha students more Interested and Involved than any 
other method known to us; 

d. It presents specific answers to such problems as how to 
hand!# conflict; 

e. The later phases of tha Arid program Include evaluation of 
results, and focus on actual problems and solutions within tha 
students' organisation; 

f . With some preparation. It can be taught by OTA Instructors 
or even by Agency officials to thslr subordinates, 

2, A forthcoming Issue of tha Harvard justness Aavlew will contain 
s description by frofsssor Hake of his application of this approach to a 
large Industrial plant, with an evaluation of tha results by two Harvard 
professors, Tha changes that took place In tha organisation are impressive; 
they Include not aaly more favorable attitudes and work behavior, but such 
measurable Items as Increased profit and reduction In number of employees. 
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t . INTRODUCTION 

Tht* proposal outlines a total program In management and organisation 
development, Including group training sessions (Phase | - Managerial Sr Id) 
and continuing team and organisation development activities conducted In 
"family groups." (Croups comprised of a supervisor and his Imsadlata sub- 
ordlnatas and angagad In dava loping taam and organisation shills, as wall as 
Incraasad parsonal aff act fvanass.) 

This lattar stap Is rafarrad to aa Phaaa *1. 

it. ocdtcrtvts 

tha basic purpoaa of this affort Is to expose one operating unit to a total 
program In management and organisation development. Tha specific goals Include: 

a. Increasing the managerial skill* of all supervisors and managers 
In tha pilot unit with heavy empha sis on decision making, problem solving, 
and leader ship capabilities. 

b. Improving the capacity and competency of operating staff tarns to 
function with optimum effectiveness. 

c. Analysing organisational affactlvanass within tha unit, identifying 
precedents and traditions which stand in tha way of affective action and 
executing plans for Improved performance. Individually and organisationally. 

d. Paving tha way for improved interdepartmental relations between the 
unit participating In tha pilot study and other units. (Actual tntergroup 
activities, however, will not be a part of this Initial program, but will 
begin to emerge In later stages of It.) 

a. Evaluating tha affactlvanass of this total organization Improvement 
approach to determine Its app! Icabtl Ity In other units of tha Agency. 

Ml. TNI PROS RAM PLAN 

a. Selection of tha Pilot Mnlt. 

Tha program wilt be conducted within a pilot unit, characteristics of 
tdtlch are described below: 

I. Tha unit should Include I people to provide an 

opportunity to study not only sawn giuup envelopment ami effectiveness, 
but also the Impact of tha program on a reasonably large unit. 
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2. The unit should be fairly autonomous, {.«. under the ttumr- 
vision of a manager or director who has reasonably clear-cut respons 1- 
bit 1 ty for a specific segment of Agency activities. Although the unit 
may be either a "line’ 1 or support unit. It should be one whose activities 
have a direct bearing on the performance of other units and on the total 
organization. 

3. the effort should occur In a unit where the top manager of that 
unit Is committed to management development end organ i set (on Improvement. 

b. Program But I Ine 

The tote? program will Include the following elements: 

1. Briefing of staff and trainers 

2. Training of trainers 

3. Phase I (The five-day Managerial ftrfd laboratory seminar) 

4. formation of an evaluation committee to establish criteria to 
be used for measuring the effectiveness of the total program. 

5. Organization analysis. (Ascent techniques of organization 
analysis will provide for e great deal of feedback In Identifying both 
attitudes snd performance characteristics of Individuals and taams 
within the pilot unit. Seme of the specific elements which wilt be 
evaluated and analyzed In depth Include: planning techniques, com- 
munications, decision-making processes, end organization climate. 

This diagnostic effort wtl! form. In part, the basts for Phase II 
development and training activities. 

6. Phase II (On-the-job management and teem training) 

The pilot unit will to comprised of e variety of staff groups, 
task forces, committees, etc, engaged In striving toward the goals of 
the unit. Phase II will provide training for individuals who ara catted 
upon to work in specific groups to accomplish their individual and 
organizational goals. In most Instances these groups will to comprised 
of a supervisor tod his Immediate subordinates. However, In some cases 
special task groups, or committees, may also to exposed to Phase II 
development. Specific elements of Phase If include: 

(a) Analysis and Improvement of personal, managerial skill# 

(b) Analysis of team, or group, effectiveness In problem- 
solving, deelslon-mekfng and action programs. 
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(c) Planning for Improved ™n.g.rl.l «d group off.ctl.on... 

(d) C 1 .rlflc.tion of function., rol«. ond rol.tlonrt.lp. 

rssriar 

and coordination, as needed. 

^^^JrSS t ^’ ssss - 

of both Individuals and tha total team. 

lss ■•s.t’srs rUmc\.r“/* y 

rjo^itr^or-h^ ,. 

7 . Far Iodic review sessions with top staff. 

- oroaram la to provide an opportunity 

One of tha basic purposes of training and 
to study and evaluate ^effectiveness^ oJJSJlng unit. Therefore, 

organisational development approaches on ^ h«d 0 f the pilot 

It It suggestad that ** and members of tha consulting 

unit, members of the training ^9*^^ SUODort where needed for con- 

team to avaluata prog ress and to provide ^ bes* 1 strongly urges 25X1 

tlnulng Improvement. t ^-^agamant be maintained through- 25X1 

that this continues ^v*T»e*t Ing at least once every 

out the program with the key people 
three months to review program performance. 

8 . Monitoring. Con.ult.tlon, Pl««l»f «* , '*- b * ck 

Throughout tho progru. continuing monltoring^.c.^^^^ opor»- 
by I. . H. ■ training and other support groups 25X1 

“n’u i«*lvi!i 0 In"h. tot.i org.n!«.t ion * ,,or ‘- 


IV. PlfiMAM COSTS 


25X1 


The following costs may However. 

« * p,,ot 9roup o, n™2iki 

1. grief Ing of staff and trainers 

M ^ „ fthl* Involves attendance of one person 

2. Training of trainers \t I urogram conducted by Dr. 

from tha Agency at a trainer Follow up training of 

..ffontho.it. lining .cf. i t... .. l «- inciud*: | J5X1 
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j, phase I (Tha five-day Managerial Sr Id laboratory Seminar 
as previously conducted) f “ * 

(nofi This f (pure Includes the cost of ell materials which go Into 
making up the notebook* as well as well charts and newsprint materials, 
looks, notebooks and other special materials are not included— sea below.) 


25X1 

25X1 


b. Phase 1 additional 
miscellaneous materials. 


notebooks, and 


25X1 


5. Evaluation Committee 

I (staff members will participate with Agency training staff and 
Agency management In designing an evaluation program and administering 
that program over a It to 18 month period,) 

6. Organization Analysis 

| staff will analyte data collected through the medium or the organi- 
sation cul turo assessment and through reporting sessions In Phase 1 Seminars 
end assist In the tabulation and Interpretation of this data, as well as 
feeding It beck to management. 

7. Phase II — 

This Includes a briefing of tha Pilot unit top management staff who will 
be conducting Phase It meetings and sessions, briefing of the training and 
support staff, end a complete set of materials for ell sessions, {hotel 
This Includes approximately 60 pages of copyrighted session outlines, which 
have been pretested in other Managerial situations, but which will be re- 
designed In cooperation with Agency staff to fit the Agency** needs end 
problems *) 
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8. Periodic Keview Sessions with top staff 

At least b time* during the Pilot Program (12 to 1C months) J~ | staff 
members will meet with top Agency staff to feed beck the results of both 
phase I end Phase II activities, to assist In the Interpretation of organi- 
zation data and to aid In planning for future programming. 

Total 

As pert of this total effort, I fr taff members will monitor, consult* 
plan and feed beck date to trainers, support staff* pilot unit management 
end top management personnel. | | staff members will be present end ACAiet 


25X1 


25X1 

25X1 


25X1 
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. of the first two Phase * sessions end «t Initial Phase II 

of th. pilot u.L'rnruf/r.r ,« 

SHS isssfljrs = 2: 

and to previa «■«■■«- 

tlon In related areas, the resources of 1 , , D4 » r . ona i con , — "■ 

.... h. 

«l“ iu. «•<*»•« P™”*™- iriM training and 

dav.logn.nt plan, and Ktlvltl... 

«tot.> M. «. STSKtSSni- 

travel* eeels end lodging* th# colts ^own above ere non- recurring 

above. It should also ha «*>*•<* ***•* *"!"* *" o*-nar«ns and If at the and of a brief 
expe nse* which will net be present In fu ture p y°8 lor® eeonle thou Id be exposed 

trial period It j* < ^*Sl^| A p%2rsS* n ^rrcen be dene et e cost of approximately 
ta_the Aanagerlal ^Uriels. Tbes. future Phase I can be 

Increase In the total budget. 


25X1 


25X1 


25X1 
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OFFICE OF THE DIRECTOR 


b~tri \. 6c) 'i 


In rep!/ refer to 

Action Memorandum No. — Ar _ 4i _2 
p a f e 21 August 1964 


TO : Deputy Director /Suppor£-^> 

ATT : Director of Training 


SUBJECT « Management Training 


REFERENCE: 


1. The recent supervisors' reorientation periods have evoked 
considerable questions as to management training. I therefore believe it 
is incumbent upon us to work out a program for management training with 
specific courses, internal or external, recommended at various levels; 

for example, one for section chiefs, one for branch chiefs, one for division 
chiefs etc. Further, I believe we should have a basic supervisors 
course for all individuals when they first enter into a supervisory position, 
and I would include as a mandatory requirement that this be for new 
employees being brought into supervisory positions. 

2. Could you prepare for me a program for management train- 
ing with indications as to how this will be fitted into the program of OTR. 

If this poses manpower and money problems for you, I would be happy to 
discuss them with a reasonably open mind. Before you commence the 
preparation of any report, perhaps we should discuss the matter. 



Executive Director 


SUSPENSE DATE: 


^■PjHirjpv 


j UK'-a* 1 „ 

> Escbtici trca 
| dosasriifeS . ar ‘’ 1 

| ibritssHicaUta _ 


^ ("bLASSIFIOATION ) 
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1. I have read your memorandum of 28 February '1964 carefully and find 
the essence very interesting. 

2. I should like to develop something in a format which we can forward 

to the Deputy Director of Central Intelligence, possibly with information copies 
to the other Deputy Directors, which would put into sharp focus certain important 
points about our management training. The following are the kinds of questions, 
that I should like to see presented succinctly: 

a. What is the scope and magnitude of CIA's managerial job including 
the approximate levels and numbers of managers who exercise authority 
that has an appreciable effect upon Agency operations? 

b. What is known concerning the effectiveness of our managers and, if 
sufficiently known, what are their areas of weakness which can be corrected 
by training? 


c. What should be our objectives in management training in our type 
of intelligence organization? 

d. Can a program be devised which will materially improve our 
management process? 


r 

Without getting into too much history, your staffing problem, etc. , I think that 
this is the kind of information top management should have and focus upon. I 
think that this information can be depicted in such a way as to pinpoint those 
components which apparently have little or no interest in management training. 

3. Would you please see what you can do along these lines sometime in the 
near future. 




